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ABSTRACT 
Processes and projects are vital to value creation and change in organizations and are central elements in 
the development, implementation and use of information systems. Processes and projects require 
leadership, typically realized through the appointment of process owners and project managers. The roles 
and challenges of process owners and project managers share important commonalities. This study aims 
to increase the understanding of how organizations can make process ownership contribute optimally to 
process success and organizational value creation, through a comparison of process owner vs. project 
manager success factors, as revealed by extant research. 
 
1. INTRODUCTION 
Processes and projects are vital to value creation and change in organizations, and are central elements in 
the development, implementation and use of information systems. Improvement and innovation of business 
processes is frequently accomplished by the means of information technology, developed and implemented 
through projects. Processes and projects may be intertwined, as implementation of Business Process 
Management (BPM) as well as planning and realization of process changes are naturally done through 
projects. Processes and projects require leadership. Processes are traditionally led by process owners and 
projects by project managers, both with important management and leadership responsibilities.  
Process owners are central in organizations practicing BPM (Hammer, 2007; Iden, 2012; Smart et al., 2009; 
Trkman, 2010) and vital for process success (Balaji et al., 2011). Research on process ownership has 
however been scarce; only a handful of articles where process ownership is the actual unit of analysis have 
been published (Danilova, 2016). Thus, on the one hand, as effective process ownership is essential, it is of 
significant importance for organizations to make process ownership work. On the other hand the role is 
highly demanding, many organizations struggle with establishing process ownership according to the 
principles set out in the literature, and some organizations appoint process owners without taking steps to 
make process ownership real and effective (Iden, 2012), perhaps also because the knowledge base on what 
effective process ownership requires is limited (Reijers & Peeters, 2010).  
This study aims to increase the understanding of effective process ownership through a comparison with 
the success factors of project managers, revealed by extent research. This comparison is interesting because 
the commonalities in the role and challenges of process owners vs. project managers make it likely that 
findings on project managers may be transferable to process owners and thus inform us on this role. 
However, no studies have previously undertaken a comparison of these two roles.  
The study adds to theory on process ownership in BPM-organizations and responds to a call for a larger 
focus on managerial and organizational aspects of BPM (Kohlborn et al., 2014; Recker, 2014; Roeser et 
al., 2015). Process ownership and project management typically involve cross-functional leadership. 
Comparing these two roles also enables a comparison with functional leadership, and thereby adds to theory 
on the success factors of cross-functional leadership. A greater understanding of how to make cross-
functional leadership and more specifically process ownership work optimally is also of significant value 
for organizations.  
2. THEORETICAL BACKGROUND 
 
2.1 Processes vs. projects 
Definitions of a process commonly emphasize the activities, input and output of a process, as in the 
synthesized definition by Palmberg (2009, p. 207): ‘a horizontal sequence of activities that transforms an 
input (need) to an output (result) to meet the needs of customers or stakeholders’. Other definitions center 
to a larger extent on the people, roles and social interaction involved in a process, such as the definition by 
Iden (2016, p. 22) ‘a collection of roles working together towards a common goal’. Process management 
involves ‘managing business performance by managing end-to-end processes’ (Hammer, 2010, p. 4) and 
focuses strongly on customer value, efficiency, process control and both incremental and radical change 
(Hung, 2006; Kettinger & Grover, 1995; Ng et al., 2015).  Where Business Process Management should be 
a continuous practice in the organization (vom Brocke et al., 2014), a project is temporary and clearly 
delimited in time. A project has been defined as “a temporary endeavor undertaken to create a unique 
product, service, or result” (PMBOK, 2013, p. 2), and as “a temporary organization to which resources are 
assigned to undertake a unique, novel and transient endeavour managing the inherent uncertainty and need 
for integration in order to deliver beneficial objectives of change” (Turner & Müller, 2003, p. 7). 
Accordingly, a view upon project management as “the application of knowledge, skills, tools, and 
techniques to project activities to meet project requirements” (PMBOK, 2013, p. 4), and upon the job of 
the project manager as largely related to management of such tools and techniques, can be contrasted with 
a broader perspective of project management as encompassing important leadership responsibilities 
(Morris, 2007; Nixon et al., 2012). This paper adopts a view of projects (Lundin & Söderholm, 1995; van 
Donk & Molloy, 2008) and processes (Iden, 2012) as organizations or organizational units and 
consequently of people and leadership as vital dimensions of process and project management.   
Process success can be considered in terms of the performance of the process (consistency, reliability, 
reduction of errors), the efficiency of the process (time, costs), the flexibility of the process (allowing for 
rapid changes), the quality of the output of the process and customer satisfaction (Işik et al., 2013; 
Thompson et al., 2009). Elements of project success are project management success, traditionally 
measured in terms of time, cost and quality –the so-called ‘Iron Triangle’ (Atkinson, 1999), and product 
success (Cooke-Davies, 2002; De Wit, 1988), considering whether the objectives of the project have been 
met, the effect of the project’s final product in terms of the value it provides for the customer and the 
organization (Shenhar et al., 1997) and its long-term effect (Pinto & Slevin, 1988). The importance of each 
success criteria can be judged differently by different stakeholders (Jugdev & Müller, 2005), and can vary 
from project to project (Müller & Turner, 2007) and over time – project management success criteria are 
more important before the project is completed, while product success criteria show greater importance in 
the long run (Pinto & Slevin, 1988). Both process and project success criteria thus include criteria related 
to performance, where time and costs are central, but also focus strongly on customer value. 
2.2 The responsibilities and challenges of process owners vs. project managers 
As organizations choose different solutions and processes and projects vary in character and scope, both 
process owners’ and project managers’ roles show large variations, though some responsibilities and 
challenges seem more universal. Process owner responsibilities are frequently related to process design and 
documentation (Iden, 2012; Neubauer, 2009), process compliance (Siemieniuch & Sinclair, 2002), process 
performance (Najmi et al., 2005; Sinclair & Zairi, 1995) and process improvement and innovation 
(Balzarova et al., 2004; Ongaro, 2004). Process owners should have end-to-end process authority, represent 
customer interests, communicate with stakeholders (Hammer & Stanton, 1999) and lead a process team 
(Hammer & Champy, 1993). Project managers should undertake project organization, plan and coordinate 
activities, monitor progress and ensure quality of the output and customer satisfaction (Anantatmula, 2010; 
Cheng et al., 2005), apply the tools of project management (PMBOK, 2013), promote continuous 
improvement and knowledge sharing, involve and inform project stakeholders, manage relationships 
(Cheng et al., 2005), and lead a project team. Project managers must focus on the needs of different 
stakeholders and ensure effective communication.  
Organizations often place processes and projects horizontally across functional departments in an 
organizational matrix (Ford & Randolph, 1992; Hellström & Eriksson, 2008; Vanhaverbeke & Torremans, 
1999).  For process owners and project managers, leading cross-functional teams involves integration of 
work across functional lines (Hyväri, 2006); leading a group of people from different units, possibly with 
limited prior experience with working together, and where team members might have conflicting priorities 
and allegiances and varying motivation (Ford & Randolph, 1992; Keegan & Den Hartog, 2004; Kerzner, 
2013). Unclear mandates, dual leadership and potentially insufficient authority over team members – as the 
authority often rests with functional managers – add to these challenges and risk leading to conflicts 
between the functional organization and the process/project organization (Cleland, 1995; Hammer & 
Stanton, 1999; Smart et al., 2009). As change is a vital element in both process and project management, 
organizational resistance to change is also a common challenge (Hammer & Stanton, 1999; Zimmerer & 
Yasin, 1998).  
The definitions of and research on process management and process ownership vs. project management 
which this paper is founded on are summed up in table 1.  
 
 Process owner Project manager 
Process vs. project definition Process defined as organizational 
unit  
Project defined as organizational 
unit  
Placement in the organization Horizontal, cross-functional Horizontal, cross-functional 
Temporary vs. permanent Permanent Temporary 
Importance of the role Highly important Highly important 
Success criteria Process performance and efficiency 
Process flexibility 
Quality of the output 
Customer value  
Project efficiency (time and cost) 
Quality of the output 
Customer value 
Long-term effect 
Responsibilities Leadership and management role 
 
Leadership and management role 
 
Central challenges Cross-unit leadership with unclear 
mandate and insufficient authority 
Cross-unit leadership with unclear 
mandate and insufficient authority 
Formal position Often a functional manager Often a full-time (temporary) 
position  
Table 1 – Process management and process ownership vs. project management summed up 
 
3. METHODS 
 
3.1 Process owner success factors 
Process owner success factors were defined through an international Delphi study (Danilova, 2016) – the 
most comprehensive empirical study on process ownership to date – as well as a literature review performed 
as part of the same study. A Delphi study is “a method used to obtain the most reliable consensus of opinion 
of a group of experts (…) by a series of intensive questionnaires interspersed with controlled feedback” 
(Dalkey & Helmer, 1963, p. 458). The Delphi study included two expert panels of 16 academics and 18 
practitioners from 23 countries over five continents. All the academics held a relevant Ph.D., a position 
related to an academic institution (the majority as professors or associate professors) and academic 
publications on BPM. The practitioners had an average of 15 years’ relevant experience, and 60 % of the 
experts had relevant publications within the field. The Delphi study was conducted over three phases – 
brainstorming of success factors, selection of the most important items and finally ranking of the items in 
the reduced list. The study resulted in an initial list of 75 items, and pared and ranked lists of 24 and 22 
items for the academic panel and the practitioner panel respectively (32 of the initial 75 items were selected 
by at least one expert panel). For further details on the Delphi study, see Danilova (2016). 
 
3.2 Project manager success factors 
In the Delphi study, process ownership success factors included both factors pertaining directly to the 
process owner (knowledge, skills, and personal characteristics) and organizational factors, many of which 
can be also seen as general determinants of process and process management success. Enabling a 
comparative study thus required examining both research on project manager success factors and 
organizational factors leading to process success, first and foremost factors involving organizational 
support of the project manager. 
Success factors of project managers were derived through a literature review of 20 publications, including 
18 peer-reviewed papers and two books. Articles were chosen based on their relevance and contributions 
to the field, and number of citations. The selected publications span four decades. The majority of articles 
have been published in the top two journals on project management, and with one exception (Brill et al., 
2006), which I considered highly relevant and found to be frequently cited in subsequent research, the 
papers included are all from journals listed in the Association of Business Schools Academic Journal Guide 
2015. Three of the articles are pure literature reviews, fifteen represent empirical studies, including surveys, 
interviews and a Delphi study. Research focus and informant group vary. I chose to include articles with a 
broad perspective, studying a set of characteristics or competencies, rather than papers focusing on a single 
factors, such as a particular skill or personality trait, which I would expect to be covered by the included 
literature reviews. For a complete list of the 20 publications, see appendix A.  
 
3.3 Organization of findings  
Findings were organized in accordance with Boyatzis’ (1982) and Crawford and Turner’s (2007) definition 
of project manager competence as a sum of knowledge, skills and personal characteristics. I included an 
additional category encompassing organizational determinants. In order to enable a comparison, the 
findings on process owner success factors were organized according to the same categories, though a 
slightly different categorization was employed in the original study (Danilova, 2016). 
 
4. FINDINGS 
 
4.1 Findings on process owner success factors 
The brainstorming phase of the international Delphi study on process owner success factors (Danilova, 
2016) yielded a list of 75 factors. Based on the result from the subsequent phases of the study, 20 of these 
are included in the current study. Two additional factors, namely visibility, and the process owner’s ability 
to build trust and dynamics between the process organization and functional units, were included based on 
previous studies (Nesheim, 2011; Palmberg & Garvare, 2006; Parkes & Davern, 2011). See appendix B for 
a complete overview of the 22 process owner success factors. 
 
In the international Delphi study (Danilova, 2016), the five process owner success factors deemed most 
critical were top management support, the process owner’s organizational skills and control- and 
monitoring skills, a mandate providing sufficient authority, an appropriate mindset (characterized by 
customer orientation, excellence, responsibility and teamwork), and the process owner’s ability to 
understand customer’s needs, requirements and expectations. Leadership and communication skills were 
ranked slightly lower by the experts in this study, but have been emphasized by other studies (Hertz et al., 
2001; Nesheim, 2011; Ongaro, 2004). 
4.2 Findings on project manager success factors 
Through the review of extent research on project management, I derived 30 project manager success factors 
(appendix C).  For project managers, there are no studies offering a complete ranked list of success factors 
over all the categories, and some studies contain a large number of factors. It was thus necessary to select 
factors that are mentioned in more than one study and/or are ranked highly in these studies. The study which 
is the closest to providing a complete ranked list is Brill et al. (2006), also a Delphi study, though this study 
does not include organizational determinants, has a very high level of detail (117 factors) and employs a 
different categorization. I have chosen to summarize some of their findings into broader factors (for instance 
merging nine items related to problem-solving expertise into one overall factor).  
The diversity of the research on project manager success factors as to research focus, methods and 
presentation of findings makes it challenging to form a collective ranking. The literature review however 
indicates that the success factors most frequently mentioned and highest ranked are communication skills, 
leadership skills, stakeholder management, technical project management skills and emotional intelligence. 
Out of organizational determinants (project success factors), the most critical seem to be top management 
support, adequate resources and clearly defined goals and direction. 
4.3 Comparison of the findings on on process owner vs. project manager success factors 
All the four categories (context knowledge, skills, personal characteristics and organizational determinants) 
are represented in both lists. Context knowledge is important for process owners and project managers alike. 
Naturally, knowledge of the process/project is required, and a broader understanding of the organization is 
beneficial for both roles. Setting process goals and monitoring process performance is a main responsibility 
for a process owner, making this a highly prioritized skill for process owners. Control and monitoring skills 
are also necessary for a project manager. Even more important though are technical project management 
skills, including scheduling, setting milestones, estimating, managing resources, managing risk and 
employing project management tools. Other technical skills are required for a process owner; skills enabling 
the process owner to analyze, redesign and improve processes.  
Personal characteristics is the category encompassing most factors, and even more have been mentioned 
– though not highly ranked (Brill et al., 2006; Danilova, 2016). Communication skills, leadership skills, 
emotional intelligence, flexibility, stakeholder management and team-building skills are the factors most 
frequently mentioned and highest ranked of the personal characteristics of project managers. Also for 
process owners, such skills are significant, but studies differ as to the importance ascribed to these factors. 
Organizational determinants present a diverse picture of what is required from the organization and its 
management in order to support process owners and project managers. For both roles, top management 
support, a clear mandate/clear goals and directions, and sufficient resources stand out as highly important.  
As processes and projects aim to result in a delivery to an internal or external client or customer, the 
understanding of and relations to this client or customer is essential to the effectiveness of process owners 
and project managers, and ultimately to process/project success. Project management literature focuses on 
consultation with the client/customer as a project success factor (Pinto & Slevin, 1987). Business Process 
Management has a strong customer focus, and a thorough understanding of the customers’ needs and 
requirements and a mindset of customer orientation, excellence, responsibility and working together 
towards a common goal has been emphasized as a critical success factor of effective process ownership.  
 
 Process owner Project manager 
Context knowledge  Understanding of customer 
needs and requirements 
 Process knowledge 
 Understanding of the 
organization, business goals 
and strategies, regulations 
 Understanding of the 
interrelation between processes 
 Project knowledge (goals, scope, mission, 
resources, customer/client) 
 Organizational knowledge (decision-making 
processes; goals of the organization, 
regulations) 
Skills  Technical process management 
skills (methods, techniques and 
tools for process analysis, 
redesign and improvement) 
 Control- and monitoring skills 
(setting process goals and 
monitoring process 
performance) 
 Technical project management skills 
(schedule, set milestones, manage time, 
resources and quality, forecast or estimate, 
manage risk, manage documents.) 
 Decision-making skills 
 Organizational skills (plan, set goals, 
analyze, prioritize, stay on track) 
 Control- and monitoring skills 
Personal 
characteristics 
 Leadership skills 
 Communication skills 
 Negotiation skills  
 Appropriate mindset (customer 
orientation, excellence, 
responsibility, teamwork)  
 Result-orientation 
 Ability to build trust and 
dialogue in the organization 
 Visibility 
 Credibility 
 Ability to balance day to day 
delivery and continuous 
improvement in a consistent 
manner 
 Embraces BPM as a holistic 
management approach 
 Communication skills (inform, persuade, 
sell ideas, listen) 
 Leadership skills (lead by example, 
delegate, motivate, know when to take 
control and when to back off, align and 
focus team members) 
 Emotional intelligence 
 Flexibility (adaptability, openness to change 
and to different alternatives, sees conflict as 
productive) 
 Stakeholder management 
 Team-building skills 
 Calm disposition, able to handle pressure 
 Problem-solver (recognize, frame and solve 
problems, manage crises) 
 Commitment 
 Honesty and integrity 
 Proactivity and initiative 
 Positive disposition towards innovativeness 
 Result-orientation 
 Conflict-management skills 
 Ability to build trust 
 Analytical thinking 
 Ability to see the whole picture 
 Ability to focus on client’s needs 
Organizational 
support 
 Top management support 
 Mandate giving the PO end-to-
end process authority 
 Process performance metrics of 
high quality 
 Appropriate organizational 
culture  
 Sufficient organizational 
resources (budget, staff, time) 
 Support from line-managers 
 Clearly defined goals and general direction 
 Adequate resources (budget, personnel, 
time) 
 Top management support 
 Consultation and communication with client 
 Support from functional managers 
 
Table 2: Findings on process owner vs. project manager success factors summed up 
 
5. DISCUSSION 
One might argue that the overall success factors – adequate context knowledge, certain skills, appropriate 
personal characteristics and organizational support – apply to most or all leaders, and thus are not unique 
to process owners or project managers. Discussing success factors of process owners vs. project managers 
requires not only a comparison of their roles, but also discerning what is particular for these compared to a 
functional leader position.  
Whereas a functional leader has responsibilities directly linked to the operations and human resources of 
one department, process owners and project managers are accountable for processes/projects crossing 
different units. Monitoring, controlling and developing processes/projects thus necessitate insight into the 
operations, resources and challenges of more than one department. Further, a holistic management of 
business processes and effective project management in the organization require an understanding of other 
parts of the organization and the interrelations between these (other processes/projects/functional units), 
and of the overall objectives of the organization, in order to avoid sub-optimization and to ensure that the 
process/project follows the organization’s strategic objectives.     
Important challenges for both process owners and project managers lie in the relations to the vertical 
organization. Often, the power to make decisions, budget control and formal influence over employees 
remain with functional leaders. The position of a cross-functional leader then involves a constant struggle 
for cooperation and adequate resources, and for process owners for compliance in the vertical organization 
with the process design, changes and decisions. These challenges can be alleviated by a clarification of 
authority through a supportive mandate. Top management support is vital in potential disagreements and 
conflicts, and has also been found to be directly linked to availability of resources (Belassi & Tukel, 1996). 
Naturally, many of the personal characteristics included in table 2 should be important for any leader. 
However, as cross-functional leaders must relate to a large number of stakeholders, lead a cross-functional 
process-/project team, and deal with organizational resistance to change, while frequently experiencing 
insufficient formal authority, it seems not surprising that some of these characteristics are of particularly 
high significance for a cross-functional leader. 
A well-known definition of leadership is “the process of influencing others to understand and agree about 
what needs to be done and how to do it, and the process of facilitating individual and collective efforts to 
accomplish shared objectives” (Yukl, 2010, p. 8). A project manager as leader of an organizational unit 
needs to engage in team-building and to ensure commitment from team members to central activities, values 
and goals (Tyssen et al., 2014), and inadequate leadership is described as an important reason for project 
failure (Zimmerer & Yasin, 1998). Leadership skills include motivating team members, delegating tasks, 
aligning employees, and leading by example. Such skills are particularly important in a situation where 
team members’ motivation is potentially low and dual leadership, limited prior relations and experience in 
working together and possibly diverse perspectives and divided loyalties characterize the team, (cf. section 
2.2). As process teams often experience the same kind of challenges, leadership skills should be considered 
equally important for process owners as for project managers. Several studies have focused on the 
leadership style and leadership competencies of project managers (Turner & Müller, 2005). Müller and 
Turner (2006) concluded that emotional intelligence is the most important competency of a project 
manager, and further that the suitability of leadership competencies and leadership styles vary according to 
the type of project. Though no in-depth studies of leadership competencies and appropriate leadership styles 
of process owners have been published, I postulate that these findings would be relevant also for process 
owners. Further research is required. 
Communication skills involve encoding and decoding communication (Henderson, 2008) and include 
informing, persuasion, selling ideas – and listening. Communication breakdowns occur, frequently related 
to ambiguities, uncertainties, and different perspectives (Posner, 1987). Communication skills help project 
managers and process owners overcome communication breakdowns and resistance to change. Good 
communication skills can also increase team member satisfaction and productivity (Henderson, 2008). 
Moreover, communication skills are an effective tool in politics and power struggles:  
“much of the skill of a project manager revolves around the ability to manage the political and 
power dimensions within and around the project team, so much so that failure to understand and 
control the political process has been the downfall of many good projects.” (Lovell, 1993, p. 73) 
Process owners must employ various communicative strategies in order to succeed. This includes ensuring 
awareness in the organization, involving and orienting stakeholders, employing indicators strategically, 
promoting the process, working on ingraining customer orientation in the organizational culture, engaging 
in political work inside the organization and constantly negotiating, promoting the process and selling the 
ideas and benefits of process orientation and process change both to employees and executives. 
Communication skills are also related to good stakeholder management. Relationships are said to be the 
“ultimate sources of organizational wealth” (Post et al., 2002, p. 7), and the project manager’s ability to 
build relationships with internal and external stakeholders is directly linked to project success (Mazur et 
al., 2014). Strong relationships with stakeholders simplifies communication and identification of problems, 
and have positive impact on the stakeholder’s support of the project objectives. Building such relationships 
requires emotional intelligence (ibid). The same significance of relationship management must be said to 
pertain to process ownership, as process owners need to collaborate closely with functional managers and 
with other process owners, build trust in the organization, and maintain a good dialogue with customers. 
Of valuable personal characteristics for a leader, vision is frequently mentioned. To be visionary is however 
not included in the list of important success factors for project managers; in fact strategic perspective and 
vision have been found to be “unimportant and even detrimental” (Müller & Turner, 2007, p. 31) for project 
managers, as project managers should focus on implementing other decision makers’ vision rather than 
developing their own. For process owners, to be visionary was however mentioned as a valuable 
characteristic (though not highly emphasized) by the experts in the Delphi study (Danilova, 2016). This 
difference might be related to a differing involvement in organizational change. Process owners should 
both see the need for, initiate and implement process changes; supporting incremental improvement of the 
process while simultaneously remaining alert to necessities and opportunities for more radical process 
innovation. The task of the project manager, on the other hand, is rather to implement and promote changes 
planned and decided without the participation of the project manager.  
Studying extant literature on process owner and project manager success factors, it seems pertinent to also 
look at what might be omitted or downplayed– most notably technological competence. Technological 
competence was mentioned in some of the studies on project managers.  However, even though information 
technology is one of the core elements of BPM (Rosemann & vom Brocke, 2010), none of the studies on 
process owners pointed to a need for technological competence (in the brainstorming phase of Danilova 
(2016), one item related to IT was suggested: ‘The PO understands how the information architecture and 
ICT systems are aligned and integrated to the business processes’, but this item was not emphasized by 
either expert panel). In the economic climate of today, information technology and digitalization play a 
consistently larger role.  Both private and public organizations experience a need for digitalization and 
automation in order to increase the efficiency, customer satisfaction and competitiveness of the 
organization, and the Productivity Commission appointed by the Norwegian government in order to 
propose measures for increasing national productivity and growth of the Norwegian economy has 
emphasized digitalization and automation (http://produktivitetskommisjonen.no/). Yet, many large 
digitalization projects fail and organization’s struggle with digitalizing processes. One might ask whether 
one of the reasons for such failures is a lack of competence. The limited focus on process owners’ and 
project managers’ technological competence in extant research seems therefore surprising and rather 
shortsighted. 
6.  CONCLUSIONS 
A comparison of the success factors of process owners vs. project managers has contributed to a greater 
understanding of effective process ownership and of the challenges and success factors of cross-functional 
leaders in general. The study has also synthesized project manager success factors, aiming to provide a 
more complete picture of this role. The results have important implications for practice. The findings 
demonstrate that successful process ownership and project management require a process owner/project 
manager with a broader context knowledge than might be required of the leader of a single functional unit. 
Further, personal characteristics, especially communication skills, leadership skills, emotional intelligence, 
flexibility, and relationship management skills are particularly important for a cross-functional leader 
facing the challenges of operating within an organizational matrix. Organizational support, first and 
foremost in the form of top management support and a clear mandate are of indispensable value. The 
responsibilities of process owners and project managers also require specific technical skills and 
organizational and control-/monitoring skills.  
Many of the factors pertaining to knowledge and skills seem possible to develop through training (Brill et 
al., 2006; Danilova, 2016). Further, as the process owner’s/project manager’s personal characteristics are 
important, organizations should look for persons with communication and leadership skills, high emotional 
intelligence, an appropriate mindset and high flexibility to fill these roles. However, effective process 
ownership and project management also require commitment from a top management willing to support 
the process owners and project managers in their work, provide adequate resources and offer a mandate 
giving directions and sufficient authority. Finally, I have questioned whether the need for technological 
competence in process owners and project managers has been downplayed in extant research and will prove 
even more important in the future. 
In the Delphi study which the findings on process ownership are largely built on, a low consensus among 
experts on the final ranking and the role of the researcher in the study were discussed as possible limitations 
(Danilova, 2016). Consensus on the most important success factors was however high, and a large number 
of experts from different countries and backgrounds strengthened validity, as did different validation steps 
taken throughout the study (Danilova, 2016). The findings on project manager success factors are based on 
20 selected publications. Other publications might have been included. The variety in research method and 
research focus in the papers, and the inclusion of both literature reviews and empirical studies with a high 
number of citations however indicate that the findings are representative of research on project managers.  
Further research might employ other empirical research methods, such as surveys, to test the findings of 
this study. Project management studies have looked at success factors in different contexts and types of 
projects. Likewise, process ownership for different kinds of processes and in different contexts should be 
studied. In-depth studies of process owner leadership styles and competencies would also be of value.  
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Appendix B – Findings on process owner success factors 
Context knowledge 
Understanding of customer needs and requirements Ongaro (2004), Danilova (2016) 
Process knowledge Danilova (2016) 
Interrelation between processes Danilova (2016) 
Understanding of the organization, business goals and 
strategies, regulations 
Ongaro (2004), Danilova (2016) 
 
Skills 
Technical process management skills (methods, techniques 
and tools for process analysis, redesign and improvement) 
Harkness, Kettinger & Segars (1996), Ongaro 
(2004), Danilova (2016) 
Setting process goals and monitoring process performance  Danilova (2016) 
 
Personal characteristics 
Leadership skills Ongaro (2004), Danilova (2016) 
Communication skills Hertz et al. (2001), Nesheim (2011), Danilova 
(2016) 
Negotiation skills Danilova (2016) 
Result-orientation Danilova (2016) 
Ability to balance day to day delivery and continuous 
improvement in a consistent manner 
Danilova (2016) 
Credibility Parkes and Davern (2011), Danilova (2016) 
Mindset characterized by customer orientation, excellence, 
responsibility and teamwork 
Danilova (2016) 
Embraces BPM as a holistic management approach Danilova (2016) 
Ability to build trust and dialogue in the organization Palmberg and Garvare (2006), Nesheim (2011) 
Visibility Parkes and Davern (2011) 
 
Organizational factors 
Top management support Ongaro (2004), Danilova (2016) 
Mandate giving the PO end-to-end process authority Danilova (2016) 
Process performance metrics of high quality  Danilova (2016) 
Organizational culture in favor of business process 
management and process ownership  
Siemieniuch and Sinclair (2002), Danilova (2016) 
Sufficient organizational resources (budget, staff, time)  Lee and Dale (1998), Iden (2012), Danilova (2016) 
Support from line-managers Danilova (2016) 
 
Appendix C – Findings on project manager success factors  
Context knowledge  
Project knowledge (goals, scope, mission, resources of the 
project, customer/client) 
Brill et al. (2006) 
Organizational knowledge (decision-making processes; 
goals of the organization, regulations) 
Brill et al.(2006), Ahsan et al. (2013) 
Technology (minimum basic knowledge of the technology 
of the field/organization, sufficient to ask questions) 
Posner (1987), Belassi and Tukel (1996), Edum-
Fotwe and McCaffer (2000) 
Technical project management tools Ahsan et al. (2013) 
 
Skills 
Project management technical skills (schedule, set 
milestones, manage time, resources and quality, forecast or 
estimate, manage risk, manage documents) 
Zimmerer and Yasin (1998), Edum-Fotwe and 
McCaffer (2000), Brill et al. (2006), Ahsan et al. 
(2013), Kerzner (2013),  
Decision-making skills Zimmerer and Yasin (1998), Cheng et al. (2005), 
Ahsan et al.  (2013), 
Organizational skills (planning, goal-setting, analyzing, 
prioritizing, monitoring, staying on track) 
Posner (1987), Belassi and Tukel (1996), Brill et al. 
(2006), Ahsan et al.  (2013), Kerzner (2013), 
Medina and Francis (2015),  
  
Personal characteristics  
Communication skills (inform, persuade, sell ideas, listen) Posner (1987), Belassi and Tukel (1996), Cheng et 
al. (2005), Brill et al. (2006), Geoghegan and 
Dulewicz (2008), Turner (2009), Fisher (2011), 
Ahsan et al. (2013), Creasy and Anantatmula 
(2013), Medina and Francis (2015),  
Leadership skills (lead by example, delegate, motivate, 
know when to take control and when to back off, align and 
focus team members) 
Posner (1987), Belassi and Tukel (1996), Cheng et 
al. (2005), Brill et al. (2006), Fisher (2011), 
Kerzner (2013), Zimmerer and Yasin (1998), Ahsan 
et al. (2013) 
Emotional intelligence Brill et al. (2006), (Müller & Turner, 2006), 
Geoghegan and Dulewicz (2008), Fisher (2011), 
Mazur et al. (2014), Medina and Francis (2015) 
Flexibility (adaptability, openness to change and to 
different alternatives, sees conflict as productive) 
Posner (1987), Cheng et al. (2005), Brill et al. 
(2006), Ahsan et al.  (2013), Mazur et al. (2014), 
Medina and Francis (2015) 
Team-building skills Posner (1987), Cheng et al. (2005), Fisher (2011), 
Ahsan et al.  (2013), Kerzner (2013) 
Stakeholder management Brill et al. (2006), Ahsan et al. (2013),  
Mazur et al. (2014) 
Calm disposition, able to handle pressure Cheng et al. (2005), Brill et al. (2006), Ahsan et al. 
(2013), Medina and Francis (2015) 
Proactivity and initiative,  Cheng et al. (2005), Brill et al. (2006), Turner 
(2009) 
Problem-solver (recognize, frame and solve problems, 
manage crises) 
Brill et al. (2006), Turner (2009), Ahsan et al. 
(2013), Creasy and Anantatmula (2013) 
Positive disposition towards innovativeness Zimmerer and Yasin (1998), Creasy and 
Anantatmula (2013) 
Conflict-management skills Kerzner (2013) 
Commitment Brill et al. (2006) 
Result-orientation Turner (2009), Ahsan et al. (2013) 
Ability to build trust Brill et al. (2006), Fisher (2011) 
Honesty and integrity Brill et al. (2006), Cheng et al. (2005) 
Analytical thinking  Cheng et al. (2005) 
Ability to see the whole picture Cheng et al. (2005) 
Ability to focus on clients’ needs Cheng et al. (2005) 
  
Organizational support  
Clearly defined goals and general direction Posner (1987), Pinto and Slevin (1987) 
Adequate resources (budget, personnel, time) Posner (1987), Zimmerer and Yasin (1998) 
Top management support Posner (1987), Belassi and Tukel (1996), Zimmerer 
and Yasin (1998), Hyväri (2006) 
Consultation and communication with client Pinto and Slevin (1987), Belassi and Tukel (1996), 
Fortune and White (2006) 
Support from functional managers Belassi and Tukel (1996), Hyväri (2006) 
 
